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FIRJECT :  Jurvey of the Covert Action Staf'f

1. Under separate cover you have received the Inspector
General’s Survey of the Covert Action Staff. The purpose of this
mezorandius is to supplement that report with cerftain comments
concerning rerscmel since we avold discussions of this type in
survey reports.

2., On the whole we Delieve that the perscmiel assigned to
the CA Staff are intelligent, well-educated, and certalnly they
are highly motivated. There are, hovever, & mmber of problens
concerning persomalities, qualifications for covert operations,
experience, snd general suitsbility. There has heen a gradual
M attitude toward steff persounel siace the merger of

25X1A8a As ve pointed out in Section II of the formal report,
it was thought in 1952 that the more competent people were in the
sexiior staffs snd that it was necessary for them to exercise a
degree of supervision over the activities of the relatively less
persomnel in the operating divisions. This situation
has now reversed itself and the more experienced division officers
draw B Aistinction in their own minde bdetween the operational and
staff "types". This extends tc officers within the opersiing com-
ponenta vho are assigned divisional staff responsibilities in the
FI, CA, or CI fields. They regard themselves as operations offi-
cers snd svoid being identified with the special staff whose func-
tiomal specislity they represent. Within the staff, hovever, en-
ployees look upon themselves as operstioms officers temporarily
sesignad to staff duties. Thelr interpretsiion of staff responsi-
bilities tends rore toward ddrect operatiomal support rather than
bona Fide staff duties, and they heve not fully adjusted to the
staf? role epelled out in the DD/P's memorandum dated U November
1959, and its attachment dated 30 October 1959. As a result there
18 a preoccupation vith metters which should be handled in the
operating divisions and too little sttentliom to valid staff functions.
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3. This distinction between operstiocnal end staff "types”
has been indirectly supported by seversl factors. First, certaln
of the staff positione, snd particularly those in the Prramilitery
froup, require skills vhich sre not needed in an area division on
8 dmy-to-day basie, snd it is5 only natursl that personnel speclal-
izing in these ekills should de indafinitely located in & central
staff. Oecond, scme of the officers have medicsl problems, family
responsibilities, or other personsl coneideraticns which affect
thedr flexibility, and they have been placed in the CA Staff as a
comvanlence to them as well as to the Agency., Toird, a few of the
officers ln the 5taff were not highly successful in their sarlier
tours 1n opersting components, and have been assizned to the 3taff
under clreumstances which leave the impression of "dumping”. And,

Finally, there are those individuals wiho have nesvwer been in an opera-

component, who sre better suited for staff work, snd who would

be ifficdt to plsce in an aresa ddvision. The {total effect of these

factors has been to create a situation wherein the operating coapo-
nente, Justifiably or not, have developed a general lack of regexd
for the 3taff and find it easy to dlemies the Btaff'a views as the
unreslistic idess of & groupy of people too far removed from opera-
tions to form valid Jjudgments.

4., Aside from this general attitude, it is difficult to rotate
CA Btaff persopnel imtc the operstional components because of the
high gradee of the employees involved and thely relative inexperi-

ance in operations as congared to offlcera in other components. One

of the CA Starff's G3-15 Group chiefs has never had an oversgeas Goc-
signment, and snother has had only one tour which was not highly
rated by the area division concerned. It is gensrally conceded
that officers rotated imto the dtaff have s &ifficult time belng
rotated out, and there are only a few whose services would actuslly
be spught by the divisions. This has 1ed to s fseling on the part
of mEny Staff officers thet the only possidility for ap operstional
pssigriment lies in the promotion of a non-officlal cover project to
e sdnaged within the Staff itself. In Secticn IN1 of owr report
we described several such projects, and others heve been proposed.

5. We believe that the resclution of the persounel problem
will be oue of the most lmportant and probebly the most difficult
to be faced in establishing the Staff into its intended role. In
the firet place the unit is too large. The excess personpel, in
. effort {o keep busy, have underteken self-generated tasks which
are not desired by the divisions, which contribute nothing to the
mdssion of the Clandestine Services, and which have tended to dis-
orsdlt etaff work as a vhole. As we have pointed out, if the CA
5taf? im to be effectlive, it must be composed of officers who have
the respect of the rest of the Clandestine Servieces, including doth
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the policy smnd wurking levels, snd it must be used by the DD/P
and the senior operating offleisls. To bring qualified people
into the Stulf will mean the resssigmment of somm of those al-
ready thers. 7The rouytise reassignment of a normal Staff comple~
ment, plus the relecation of the group of swrplus persamel, will
mesn a aigeilficant exodus of Saf? personnel into other components
sl this will be quite diffioult,

6. Whils w &0 not pretend 1o have the total snsver to the
persomnel probles, we aee no alterastive to a fair dut fira sp-
plication of the directed assigmment, out platement, snd selec-
tion out procedures. A staff sbould be a policy advisory bosrd
to the ID/P, sble to assist in planning, estshlishment of priori-
ties, evaluatlon, snd long-range professiomal lmprovement. Unless
personmel of aupericr qualifications sre sasigned to the CA Staff,
it camot be axpected to sccomplish 1ts purpone or ctherwise justi-
£y its existence.

SIGHED
Iyrmn B. Klrigpatrick
Inspector General
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